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What high-performing policy agencies do...

1. Understand PO"‘EV
what quality Quality
policy advice is Framework

Policy
Capability

Other
.. TO Policy Skills

online
improve ACIUGITEIL resources

their policy

performance 2. Ensure policy
staff have the skills
needed to deliver

quality advice

Framework

3. Diagnose
organisational
policy capability
and plan how to
improve it




Policy Quality Framework — high level version
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version of the

Setting Identifying the Policy Quality
the scene right advice Framework sets

out four standards
for quality policy
advice

Communicating Specifying
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Policy Quality Framework
— summary version

The four Context, Analysis, Advice and Action
standards each have a number of supporting
elements.

The summary version of the PQF collectively
describes all of the 17 characteristics of quality
policy advice — particularly written advice

The full version of the PQF provides further
information about each of the 17 elements in
the summary version.

dpmc.govt.nz/publications/full-policy-quality-framework

Context
—explains why the
decision maker is
getting this and

where it fits

Analysis

—is clear, logical
and informed

by evidence

Advice

—engages the
decision maker
and tells the full

story

Reflects diverse
perspectives

Is free and frank

Action
—identifies who
is doing what
next

Outlines risks
and mitigations

Enables effective
implementation

Explains how
the solution will
be monitored

@


https://dpmc.govt.nz/publications/full-policy-quality-framework

Policy Quality Framework — using the Checklist when reviewing papers

Developing papers with the Policy Quality Framework

Checklist for reviewing papers in development

@ The Policy Project

This checklist can be used when reviewing a paper that you (or someone else) are developing. The Policy Quality Framework sets out four standards of quality
policy analysis and advice. Detailed characteristics sit under each of these standards. Depending on the paper, some of the standards may not apply. If some
content isn’t in the paper, it’s worth asking whether or not the omission was deliberate.

Questions to ask

What's the [

elevator pitch?

Is the purpose of the paper clear? Can you explain the key points in three
sentences?

Context
— explains why the
decision maker is
getting this and
where it fits

Is the purpose of the paper clear?

Is it clear why the decision maker is getting this advice now?
How does it fit with the decision maker’s priorities?

What previous advice has the decision maker had on this?

Analysis

—is clear, logical
and informed by
evidence

Is the issue clearly defined?

Does the evidence support the analysis?

Is there a clear rationale for whether or not the government should intervene ?
Are the policy objectives clear?

Are the options credible?

What analytical frameworks and methodologies are used in the analysis?

Are Treaty and te ao Maori frameworks used in the analysis?

Does the analysis reveal diverse views, experiences and insights?

Advice

— engages the
decision maker
and tells the full

story

Will the advice help the decision maker to act?
Is the paper easy to read and free of errors?

Is it in the best format?

Is it free and frank?

Things to do

Imagine yourself briefing the decision maker in a meeting — what would you say?

Be clear about why the paper is being provided, and why now.
Outline how the issue relates to the decision maker’s priorities.
Remind the decision maker what has already been agreed.
Refer to any previous briefings and advice.

Structure the paper so the argument flows logically.

Make the analysis proportionate to the scale and importance of the issue.

Distinguish between the root causes and the symptoms of problems.

Identify who has a stake in the issue, and why.

Document the engagement strategies used.

Identify how the problem or opportunity and policy options could affect Maori, uphold the Treaty of
Waitangi and its principles, and affect Maori Crown relationships.

Indicate if the evidence is inconclusive or the outcomes uncertain.

Assess the options according to clearly stated criteria.

Check that the options are workable, and test with end users if possible.

Use narrative headings to storyline the paper and clarify key messages.

Consider using a key messages section rather than an executive summary.

Make clear, action-oriented recommendations that make sense even when separated from the paper.
They should reflect the paper’s content.

Alert the decision maker to the possible consequences of particular decisions (even if it challenges their



The Policy Skills Framework

* Describes the capabilities policy
practitioners require to be able
to deliver quality policy advice:

— Knowledge
— Applied skills

— Behaviours

* Provides — for all 15 PSF
elements:

— detailed descriptors
of what policy practitioners
are expected to be able to do

— at three capability levels:

Developing Practicing Expert/
Leading




Example from the Policy Skills Framework

Gather and generate evidence to support analysis

Evidence, Insights and Evaluation

)

[] Becoming familiar with how to ‘O
use evidence throughout the policy cycle.

Developing

[] Growing an understanding of the
different kinds of qualitative and
guantitative evidence, evidence sources
and evaluation types.

L] Learning how to summarise and
synthesise evidence to draw conclusions
(e.g. on key issues, their magnitude, root
causes and possible solutions).

L] Learning how to incorporate end-user
perspectives accurately and
empathetically into analysis.

.‘

Practising

L1 Can synthesise diverse “
information and evidence, distil
what is important, and use it to tell a
coherent story.

[] Can competently assess the quality and
limitations of evidence, data and

research. Understands empirical
methodology, principles of data integrity,
and the basics of statistical analysis.

[J Understands methodologies for drawing
insights from the ‘citizen-as-customer’
and the frontline, and how those insights
can inform policy.

[ Can identify measurable and meaningful
indicators of effectiveness, plan (and
possibly execute) fit-for-purpose
evaluations, and extract lessons learnt to
help build an ongoing evidence base.

"

-

Expert / Leading

(] Applies expert knowledge to
lead others in developing strong
evidence-informed policy.

L] Develops and guides others on the right
lines of inquiry.

L] Draws on the right capabilities to mine
data and use ‘big data’ for insights that
can enable better decisions and create
value.

[0 Can commission and/or execute
monitoring and evaluations, and build
their findings into policy development,
at early and subsequent stages in the
policy cycle.




How

Policy
Managers

can use
the

Policy

Skills
Framework




Development Pathways Tool: a companion to the PSF

Evidence, Insights and Evaluation

Gather and generate evidence to support analysis

F ro m t h e * Can synthesise diverse infoermation and evidence, distil what is important, and use it to tell a .
) : coherent story Content in the
Po I Icy S kl I I S * Can competently assess the quality and limitations of evidence, data and research. Understands
empirical methodology, principles of data integrity, and the basics of statistical analysis.

body of each
DPT page:

* Understands methodologies for drawing insights from the ‘citizen-as-customer’ and the
frontline, and how those insights can inform policy.

Framework

# (Can identify measurable and meaningful indicators of effectiveness, plan (and possibly execute) PRACTISING
fit-for-purpose evaluations, and extract lessons learnt to help build an ongoing evidence base.

describes 70% on the-job leaming describes ‘how’ to

O Dewvelop a strategic relationship with your agency's data team, so they are familiar with your requirements.

‘Wh at’ to O Identify and communicate themes from data analysis results along with methodeology strengths and limitations.

O Participate in policy projects that have a significant information and evidence base.

a C h ieve O Apply the design thinking, behavicural insights and futwres thinking guidance in the Policy Project's Policy Methods

Toolbox to one of your projects. |dent|fies Some

Build into your projects opportunities to revisit policy assumptions based on the evidence base.

Use a variety of methods to bring data and information to life for non-specialists. . .

Commission complex data extraction and collection internally and externally. p ra Ct I Ca I a Ctl O n S

Ensure that policy projects allow sufficient time for data collection and analysis. . .

Critically evaluate the accuracy, completeness, consistency, unigueness and timeliness of data you use as evidence. po | |Cy a d V| SO rs

Share and present your data analysis and evaluation findings from specific projects and discuss lessons leamed. .
could take to build

Mentor and coach others in developing strong evidence-informed

20% leaming from others (incuding colleagues) . .
this aspect of their
policy capability

achieve it

d O loin relevant communities of practice or networks [e.g. Government Economics Network).
p I I I C . gOVt . n Z O Consult and work with data specialists, survey design specialists, co-design and public participation experts, and

evaluation experts to learn about and ensure the appropriateness of the:

development— — design and collection of data and research

— design and use of survey tools for collecting qualitative information (e.g. Survey Monkey)

— design of evaluation tools to measure the effectiveness of current policy interventions or post policy

p a t h Wa VS _to 0 | implementation effectiveness.

O Develop relationships with M3ori academics and others who have an interest in data in your subject area.

O Discuss with experienced colleagues how to balance apparently conflicting analytical approaches.
10% formal leaming

O Consider more advanced courses on statistical analysis and methodologies for drawing insights from the ‘citizen-as-
customer’.

O Undertake a programme evaluation course (e_g. Programme Evaluation — Supporting Evidence-Informed Practice by
University of Auckland). 9
O Attend conferences such as indigenous data summits (e.g. Ngd Pae o te Maramatanga).



https://dpmc.govt.nz/our-programmes/policy-project/

Policy Capability Framework: focuses on organisational capability

* Commissioning

* Team makeup & diversity - Pl s e

* Career paths/progression

. management
* Development and training - Tesesrdi, emaliE e ane
* Decision rights and knowledée

enablers

) * Quality assurance
* Work allocation

* Evaluation and learning

* Ministers and Cabinet

* Customers and other end * Leadership and

direction

users N

* Other agencies » Strategy and priorities

* Stakeholders * Culture |

* Frontline staff/delivery . Invest_rr.ment in future
units capability

10



Policy Capability Framework — review tool




Policy Project’s work programme — six main elements

Support agencies to
build policy capability and
improve quality of advice

Build and maintain an active
policy community

Operate at the
policy system level

Improve and extend
Policy Project frameworks,
tools and guidance

Promote awareness and use
of Policy Project frame-
works, tools and guidance

Monitor and evaluate
Policy Project performance
and respond to findings




A range of other online resources for building policy skills/knowledge

Policy
Advice
Themes

¢ Commissioning a policy
project

* Communicating policy
advice

e Evidence and evaluation
/ \

* ‘Free and frank’ advice
* |nnovation
e Policy and Law

e Stewardship

13



Long-term Insights Briefings

The Public Service Act 2020 introduced

a new statutory duty on New Zealand
government department Chief Executives
— to regularly consider the long term

They must publish a Long-term Insights
Briefing — singly or jointly

e atleast once every three years

* independently of Ministers

The purpose of these public service ‘think pieces on the
future’ is to make available in the public domain
“information:

 about medium and long-term trends, risks and
opportunities that affect or may affect NZ and NZ
society

e impartial analysis, including policy options for
responding to these matters”.

First round of Briefings: 2021-2023

28 government departments produced Briefings
on 19 topics

Varying approaches adopted to futures thinking
and engaging with citizens

7 LTIBs are yet to be tabled in Parliament

The Policy Project will lead a review of the first
round, then update LTIB guidance

14



Any questions

about any aspect of
the Policy Project?




